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Good nmorning. My nane is John Cal houn Wells.
currently work as a |l abor relations consultant and
commercial arbitrator, focusing on | abor strategy and
di spute resolution. Before enbarking on ny |atest career,
| served from 1993-1998 as the Director of the Federal
Medi ation and Conciliation Service (FMCS), an independent
agency of the United States governnent responsible for
di spute resol ution, preventive nediation, and arbitration.
The FMCS is involved in both the private and public
sectors.

During ny career, |’ve been active in both the public
sector, the private sector, and to a | esser extent, in
academ a. For exanple, early in ny career | served as
Special Assistant to U. S. Senator Wendell Ford of Kentucky,
was the first Secretary of Labor for the Conmonweal t h of
Kentucky, and | ater held the position of Senior Research

Fell ow at the John F. Kennedy School at Harvard. | have



witten and published a nunber of articles and publications
on | abor- managenent rel ati ons.

| handl ed sonme difficult strikes and negotiations in
recent years, such as the 1997 UPS/ Teansters stri ke and the
multi-year Caterpillar/UAWstrike in the 1990s. 1In
addition, I worked to establish major |abor-mnagenent
partnershi ps at such places as GTE with the CWA/ | BEW and at
Kai ser Permanente with the AFL-CIO. | have served in the
past and continue to serve today as a | abor strategy
consultant for a nunber of the country’s | eadi ng conpani es.

Since 1993, | have observed and participated in postal
| abor relations. First, as Director of the Federa
Medi ati on and Conciliation Service, | becane aware of a
Ceneral Accounting Ofice (GAO study on | abor relations in
the Postal Service. This report, issued in Septenber 1994,
was entitled “Labor-Managenent Probl ens Persist on the
Wor kroom Fl oor.” Shortly thereafter, Congressman MHugh
asked ne to convene a Labor Summit involving the highest
| evel s of postal managenent and union | eadership. | chaired
a series of these summt neetings over several years. |
will be pleased in a nonment to share sone of the results of
this process and what it nmay say about the state of postal
| abor rel ations.

Second, | served as the nediator and interest

arbitrator for the inpasse that resulted from unsuccessf ul



col | ective bargai ni ng negoti ati ons between the Post al
Service and the National Rural Letter Carriers’

Associ ation. Those proceedings resulted in an award being
i ssued on February 3, 2002.

As a result of ny participation in these matters, |’ve
been involved in postal |abor issues for the past decade,
both fromthe perspective of trying to facilitate a better
rel ati onship between the parties, as well as serving as the
neutral in a | abor negotiations inpasse. | appreciate the
invitation to address this Conmm ssion and share sone of
what |’ve learned as a result of these experiences.

The Labor Summt process was a chal |l engi ng and
ultimately rewardi ng experience. As reported by GAO, the
state of labor relations in the Postal Service in the early
to m d-1990s was not good. M experience in attenpting to
chair the earliest summt neetings substantiated the
accuracy of that finding. There was a difference in the
quality of the |abor/managenent rel ati onship anong the four
| argest unions and the Postal Service. Further, it was
clear that the rel ationship between the Postal Service and
some of the unions did not lend itself to cooperative
endeavors. During this tine frame there seened to be a
bi as agai nst reachi ng coll ective bargai ning agreenents and
resol ving work place issues. This was evidenced by the

failure from1990 to 1998 to reach coll ective bargai ning



agreenments with all but one of the four major postal
unions. Also, during this tine, grievances, a baroneter of
the quality of the workplace rel ationship, nunbered in the
hundr eds of thousands.

In my work with |abor and managenent in many different
i ndustries throughout the nation, | have found that it was
inmportant to not nerely address existing grievances, but to
identify the causative factors for those grievances. For
exanpl e, a |large nunber of grievances nmay be generated by
anmbi guous contract |anguage, or there m ght be a | ot of
gri evances i n one geographic area because of an overbearing
pl ant manager, or a contentious union steward, or a poor
| abor/ managenent rel ati onship. High nunbers of grievances
m ght also be the result of reassignnents, dislocations or
ot her actions that enployees are unhappy about. |If you
don’'t identify the root causes of grievances, you can't
resolve the causative factors. Sinply put, enptying the
tub is of little value without turning off the spigot.

Based on these principles, the sunmt served as a
forumfor the parties to better conmmuni cate with each ot her
at the highest levels. At first, we focused on attitudi nal
i ssues — |i ke openness, communication, and nutual respect.
As time passed, the sutmmits addressed the future of the
Postal Service and the risks its business and enpl oyees

faced in an increasingly conpetitive marketpl ace.



Commitnents were in fact nade to expl ore new di spute
resol ution techni ques and devel op joint contract
interpretation manuals to address the root causes of
gri evances.

| was pleased to hear that the open communi cations of
today’ s senior postal nanagenment has been favorably
comment ed upon by several of the union officials to testify
before this Conm ssion. Such open comuni cati ons was a
poi nt of particular enphasis of the sutmmit. It is clear to
nme that | abor-managenent relations in the Postal Service
has much inproved fromthe begi nning of the summt neetings
to the present. This is denonstrated by the facts. Since
1998, the Postal Service and its unions have negotiated a
nunmber of voluntary agreenents, and grievance nunbers are
falling. This is a very encouragi ng devel opnent.

For the future, | have specific thoughts about how the
Postal Service should be able to continue the progress that
has been made. First, it is critical that the parties
adopt a phil osophy that resolving problens, rather than
litigating them is the preferred approach. \Whether it be
| abor or managenent, if they want to find reason to
conpl ain, they always can. The goal of cooperative,
constructive | abor-managenent relations is not one that can

be inposed by legislation. The parties have to be willing



to do it thenmsel ves and assune responsibility for their
actions if they choose not to.

Second, the parties nust continue to operate in an
at nosphere of open communi cation. They nust recogni ze the
fact that they all have a vested interest in the success of
the Postal Service. Open conmunication is a predicate to
an understandi ng of comon interests, and it is these
comon interests that spur the parties to work together,
rat her than agai nst one anot her.

Third, the parties should continue to pursue national -
| evel joint contract interpretations. Particularly in an
organi zation as large as the Postal Service, such joint
interpretation manual s can foster an environnent where
problens are pre-enpted rather than |itigated.
Unfortunately, this approach has not been adopted by all of
the parties.

Now, let ne share with you ny experience as the
medi at or and interest neutral in the collective bargaining
i npasse between the Postal Service and the National Rural
Letter Carriers’ Association. It is ny opinion that the
current interest arbitration process is too formal, too
adversarial, and too |engthy.

In my judgnment, there was value to the nediation that
preceded the interest arbitration with the Postal Service

and the Rural Carriers’ union. Wile the nediation did not



resolve the dispute, it did narrow the range of issues and
focused the parties on the principal points of contention.
Further, the nediation had the effect of introducing
realistic expectations to each side.

Al so, the nmediation better prepared ne to serve as the
interest arbitrator. | was nore famliar with the parti es,
nore know edgeabl e of the issues, and had a better
under st andi ng of what was nost inportant. Even though
there were significant changes in the contract affecting
both parties, the interest arbitration award was a
unani nous deci sion anong all three arbitrators — the
neutral chairman, as well as the managenent and uni on
parti san arbitrators. Based on ny considerable |abor
rel ati ons background, as well as ny specific experience
with the Postal Service, | believe nmed-arb is a valuable
tool for resolving collective bargaini ng di sputes.

|’d be happy to respond to questions the Conm ssion

may have.



